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Fundamentals  of  the 
Pennsylvania  Plan 

1.  An  opportunity  for  all  employes  to  have  a  voice 
in  the  management  in  matters  in  which  they  are 
directly  concerned  through  employe  representa- 
tives elected  by  themselves  regardless  of  whether 
they  are  union  or  non-union  members. 

2.  Establishment  of  a  mutually  satisfactory  method 
of  promptly  settling  all  controversial  questions 
arising  between  management  and  men. 

3.  Establishment  of  a  joint  tribunal  for  each  class 
of  employes  equally  representative  of  employes 
and  management,  which  is  the  final  arbiter  in  the 
disposition  of  industrial  disputes. 

What  It  Has  Accomplished 

1.  Formulation  of  mutually  satisfactory  rules  cover- 
ing working  conditions  for  employes  in  the  fol- 
lowing classes: 

Engine  and  Train  Service 
Shop  Crafts 
Telegraphers 
Signal  Department 
Maintenance  of  Way 
Marine  Department 
Dining  Car  and  Restaurant 
Clerks 

Miscellaneous  Forces 

2.  Wage  agreements  affecting  approximately  150,000 
employes  without  resort  to  the  United  States 
Railroad  Labor  Board  or  other  tribunal  outside 
the  Pennsylvania  System. 

3.  A  relationship  between  management  and  employes 
that,  in  spite  of  the  calling  of  a  national  shop- 
men's  strike,  made  it  possible  for  the  Pennsyl- 
vania System  to  operate  both  passenger  and 
freight  service  without  interruption  or  delay;  to 
move  more  freight,  and  perform  a  larger  measure 
of  public  service  than  before  the  strike  began. 

4.  An  agreement  with  engine  and  train  service  em- 
ployes to  prevent  the  possibility  of  an  interruption 
of  the  service  that  might  arise  on  account  of  the 
miners'  and  shopmen's  strikes. 

5.  A  reviving  spirit  of  mutual  understanding  and 
cordial  co-operation  between  management  and 
employes. 


EMPLOYE 
REPRESENTATION 

ON  THE 

PENNSYLVANIA 
RAILROAD 
SYSTEM 


THE  JOINT  WORK  OF  ITS 
OFFICERS  AND  EMPLOYES 


Published  by  the 


PENNSYLVANIA  SYSTEM 
Broad  Street  Station 
Philadelphia 


Foreword 


INTEREST  in  the  methods  adopted  by  the 
management  of  the  Pennsylvania  System 
and  its  employes  for  the  peaceful  adjust- 
ment of  all  matters  in  dispute  between  them 
has  been  so  widespread  and  requests  for  de- 
tailed information  have  become  so  numerous, 
that  it  has  been  considered  advisable  to  publish 
a  brief  exposition  of  the  origin,  development 
and  achievements  of  the  Pennsylvania  plan. 

Such  is  the  purpose  of  this  pamphlet — to 
furnish  information  to  those  who  may  be  in- 
terested. 

No  illusions  are  entertained  by  the  manage- 
ment that  it  has  found  a  panacea  for  all  the 
ills  that  afflict  present  day  relationships  be- 
tween employers  and  employes. 

It  is  believed,  however,  that  the  employes 
and  officers  of  the  Pennsylvania  System  have 
adopted  a  policy  and  practice  in  their  own 
dealings  with  each  other,  which,  if  lived  up 
to  by  both  in  a  spirit  of  sympathetic  under- 
standing, mutual  co-operation  and  fair  play, 
will  materially  benefit  all  who  are  connected 
with  the  railroad,  and  will  be  reflected  in  a 
higher  standard  and  a  larger  measure  of  ser- 
vice to  the  public. 

The  performance  of  the  Pennsylvania 
System  during  the  period  of  the  shopmen's 
strike  and  the  demonstration  of  loyalty  on 
the  part  of  its  employes  under  most  trying 
circumstances  offer  a  practical  and  substantial 
foundation  for  that  belief. 

It  should  be  needless  to  point  out  that  in- 
vestigation and  constructive  criticism  are 
cordially  invited. 

September  26,  1922 


Employe  Representation 
on  the  Pennsylvania 
Railroad  System 

% 

I. 

PURPOSE  AND  ORIGIN 

The  policy  and  practice  of  the  Pennsylvania 
System  in  its  relations  with  employes  may  be 
summarized  in  one  sentence: 

To  give  all  employes  an  opportunity  to  have 
a  voice  in  the  management  in  all  matters  af- 
fecting their  wages,  working  conditions  and 
welfare,  and  in  other  matters  of  mutual  con- 
cern affecting  the  welfare  of  the  company  and 
of  the  public  which  the  company  serves. 

"What  we  want,5'  said  General  Atterbury, 
early  in  the  negotiations  with  the  employes, 
"is  committees  of  employes,  whose  orders  come 
from  the  bottom,  from  the  men  at  work  on  this 
railroad,  and  are  not  handed  down  from  the 
top  by  some  people  we  know  nothing  about. 
We  shall  be  better  off  by  far  if  we  have  our 
agreements  and  negotiations  between  ourselves 
— then  we  understand  them." 

Direct,  Frank  and 
Friendly  Relations 

This  policy  is  based  on  the  belief  that  the 
interests  of  the  employes,  the  company  and 
the  public  can  best  be  served  by  bringing  about 
mutual  confidence,  sympathetic  understanding 
and  real  co-operation  between  employes  and 
management. 

It  is  essential  to  these  conditions  that  the 
relationship  between  employes  and  management 
be  direct,  frank  and  friendly,  without  inter- 
3 


Employe  Representation  on  the 


ference  on  the  part  of  persons  or  organiza- 
tions having  interests  to  serve  other  than  those 
of  the  railroad,  its  employes  and  the  public. 

It  is  recognized,  of  course,  that  an  employe 
has  a  right  to  join  or  not  to  join  any  organi- 
zation as  he  sees  fit,  but  membership  or  non- 
membership  in  any  organization  does  not  con- 
cern the  management  in  the  practice  of  the 
policy  on  which  the  officers  and  the  employes 
have  mutually  agreed. 

The  primary  requisite  is  that  the  employes 
and  the  management  deal  directly  with  each 
other;  that  spokesmen  for  the  employes  be  em- 
ployes themselves,  chosen  by  the  employes, 
speaking  and  acting  for  the  employes,  and  not 
taking  orders  from  or  acting  for  persons  or 
organizations  outside  the  Pennsylvania  System. 

Such  a  basis  is  fundamentally  sound.  It 
is  of  paramount  importance  in  the  interest  of 
the  public,  which  requires  adequate,  efficient, 
economical  and  uninterrupted  transportation 
service,  by  reason  of  the  fact  that  the  sympa- 
thetic strike,  the  closed  shop  and  restriction  of 
output  are  countenanced  and  practiced  by  cer- 
tain organizations  which  during  the  period  of 
Federal  control  very  largely  extended  their 
membership  among  railroad  employes. 

Pennsylvania  Policy 
Prior  to  Federal  Control 

Prior  to  Federal  control  the  Pennsylvania  had 
an  enviable  reputation  of  always  treating  its 
men  fairly,  and  the  esprit  de  corps  among 
Pennsylvania  men  was  one  of  the  distinguish- 
ing characteristics  of  the  railroad's  service. 

For  a  period  of  many  years  prior  to  the 
Railroad  Administration  there  was  no  serious 
strike  or  disagreement  between  the  officers  and 
the  men.  Every  employe  understood  that  he 
had  the  right  to  appeal  to  the  general  mana- 
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ger.  Substantial  justice  was  done  to  all,  and 
the  employes  as  a  body  were  satisfied,  and 
worked  in  close  co-operation  with  their  officers. 

The  management  had,  many  years  ago,  sat- 
isfied itself  that  the  committees  with  which  it 
dealt  on  behalf  of  engine  and  train  service 
employes  did  actually  represent  Pennsylvania 
Railroad  employes  in  this  service.  Further- 
more, at  the  termination  of  Federal  control, 
their  same  committees  continued  practically  in- 
tact, and  nothing  had  since  transpired  to  affect 
the  relationship  already  established  between 
them  and  the  management. 

Effect  of  Federal  Control 
On  Railroad  Employes 

On  the  other  hand,  although  it  had  been  un- 
derstood that  the  status  quo,  as  far  as  labor 
organizations  were  concerned  prior  to  Federal 
control,  would  be  maintained  during  Federal 
control,  the  fact  is  that  organization  of  rail- 
road employes  into  national  and  international 
unions  was  promoted  under  the  Railroad  Ad- 
ministration, and  railroad  officers  were  ordered 
to  keep  their  hands  off. 

The  result  was  inevitable.  At  the  end  of 
Federal  control,  the  management  found  na- 
tional and  international  organizations  of  the 
character  already  referred  to,  superimposed  on 
our  employes,  regardless  of  their  desires,  and 
representatives  of  these  organizations  presum- 
ing to  speak  and  act  for  our  employes. 

During  the  so-called  "Guarantee  Period" 
lasting  six  months  after  Federal  control,  it  was 
impossible  to  alter  this  situation. 

The  Transportation  Act,  however,  required 
employes  and  management  to  get  together  and 
to  adopt  every  reasonable  means  of  settling 
amicably  all  controversial  matters  liable  to  in- 
terrupt transportation. 
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Co-operative  Effort 
Essential  to  Good  Service 

It  was  the  belief  of  the  management  that  this 
was  impossible  under  existing  conditions,  which 
constantly  jeopardized  amicable  relations  with 
its  employes.  The  best  interests  of  the  public, 
as  well  as  the  Company  and  its  employes,  them- 
selves, it  was  felt,  demanded  closer  relationship 
between  employes  and  officers,  and  every  en- 
deavor should  therefore  be  made  to  bring  about 
co-operative  effort  in  serving  passengers  and 
shippers. 

In  order  to  re-establish  the  harmonious  re- 
lationships existing  between  employes  and  offi- 
cers prior  to  Federal  control,  the  Pennsylvania 
System  adopted  a  policy  of  giving  employes 
a  voice  in  the  management  and  announced  a 
plan  of  employe  representation.  Steps  toward 
the  development  of  the  plan  were  taken  soon 
after  the  return  of  the  railroad  to  its  owners. 
Informal  discussions  were  held  with  representa- 
tives of  various  groups  of  employes  looking  to 
a  more  representative  and  more  satisfactory 
means  of  disposing  of  controversial  matters 
than  had  been  in  effect  up  to  that  time. 

First  Steps  in 
Developing  Plan 

The  first  definite  step  was  taken  at  a  joint 
meeting  of  officers  from  all  parts  of  the  system 
and  representatives  of  the  employes  in  engine 
and  train  service — the  engineers,  firemen,  con- 
ductors and  brakemen.  All  the  local  divisional 
chairmen  representing  these  employes  attended. 
The  meeting  was  held  in  Philadelphia  on  De- 
cember 21,  1920. 

This  meeting  was  the  forerunner  of  many 
similar  meetings  with  these  and  other  groups 
of  employes,  and  it  laid  the  foundations  of  the 
present  plan.  General  Atterbury,  who  ad- 
dressed the  officers  and  employe  representatives 
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in  joint  session,  sounded  the  keynote  of  the 
company's  policy  when  he  said: 

The  successful  solution  of  the  problems  that 
are  before  you,  if  carried  to  a  logical  conclu- 
sion, means  that  not  only  will  there  never  be 
a  strike,  but  that  it  will  never  be  necessary  to 
take  a  strike  vote  on  the  Pennsylvania  System. 

It  should  mean  the  setting  up  of  proper 
machinery  for  the  prompt  consideration  of 
changed  working  conditions  and  of  grievances, 
and,  finally,  that  failing  to  agree  between  your- 
selves on  a  settlement  of  any  of  these  ques- 
tions, there  shall  have  been  provided  before- 
hand the  machinery  of  a  tribunal  to  which  the 
question  can  be  submitted  for  final  decision. 


Outline  of  Policy 

Outlining  the  purposes  of  the  plan  that  he 
proposed,  General  Atterbury  said: 

This  occasion  is  unique.  Never  before,  so 
far  as  I  know,  have  the  officers  ever  invited  the 
representatives  of  the  employes  to  a  confer- 
ence. Heretofore  request  has  come  from  the 
employes,  and  then  only  when  they  had  some- 
thing to  ask  in  the  way  of  increased  wages, 
or  improved  working  conditions,  or  adjustment 
of  grievances. 

As  representatives  of  the  employes,  you  are 
vitally  interested  in  a  pleased  patronage  and 
an  aggressive,  business-getting  organization. 

To  you  it  means  greater  earnings,  more 
regular  employment,  and  earlier  promotion. 

"Collective  Bargaining" 
In  Actual  Practice 

We  have  heard  a  great  deal  the  last  few 
years  of  "collective  bargaining." 

One  hardly  knows  what  the  theorist  means 
by  "collective  bargaining." 

But  if  by  "collective  bargaining"  you  mean 
the  employes  and  the  Management  sitting 
down  to  seriously  discuss  working  conditions, 
and  a  schedule  results  which  is  mutually  satis- 
factory, then  we  have  had  "collective  bargain- 
ing" in  force  for  at  least  seventeen  years. 

This  meeting  today  is  in  continuance  of  that 
policy. 

Some  310  men  are  here  representing  approxi- 
mately 51,000  men,  or  nearly  thirty  per  cent, 
of  all  of  our  employes.   You  are  the  men  in  the 
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train  service — the  most  responsible;  the  most 
highly  organized;  and,  generally,  the  most 
highly  paid. 

In  all  these  seventeen  years,  although  occa- 
sionally strikes  have  been  threatened,  never 
once  has  a  strike  been  called.  We  have  al- 
ways been  able  to  compose  our  difficulties. 

You  represent  the  "conservative"  in  labor 
organizations. 

You  neither  practice  nor  advocate  the  "closed 
shop,"  nor  the  "sympathetic  strike";  nor  can 
a  strike  of  your  organizations  be  called  without 
its  being  properly  submitted  to  your  member- 
ship by  ballot. 

You  do  not  intentionally  through  your  sched- 
ule limit  production,  as  the  combination  of 
"Day"  and  "Mileage"  is  "piece  work,"  pure 
and  simple. 

What  Railroad 
Management  Represents 

The  railroad  officers  who  are  present  repre- 
sent the  Management  of  a  property  in  which 
about  two  billion  dollars  is  represented,  ap- 
proximately half  of  which  is  in  bonds,  and  the 
other  half  in  stocks. 

The  bonds  are  largely  owned  by  Life  Insur- 
ance Companies,  Savings  Banks,  and  other 
financial  institutions,  and  in  the  stability  of 
these  bonds  a  very  large  majority  of  the  peo- 
ple of  the  country  are  directly  or  indirectly 
interested,  through  their  life  insurance  policies, 
or  their  deposits  in  the  Savings  Banks. 

The  other  half  of  this  great  investment — that 
is  the  stock — is  owned  by  some  140,000  stock- 
holders, of  whom  about  one-half  are  women. 

Bear  in  mind  that  the  policy  of  the  Penn- 
sylvania Management  has  never  been  to  pay 
large  returns  to  its  stockholders.  The  aim  has 
been  to  assure  to  stockholders  a  reasonable  re- 
turn, upon  which  they  could  depend. 

Furthermore,  the  Pennsylvania  Railroad  has 
no  watered  stock,  and  the  records  will  show 
that  over  a  period  of  nearly  seventy-five  years 
it  has  paid  regular  dividends  to  its  stock- 
holders averaging  approximately  six  per  cent. 

Three-fold  Duty 
of  Management 

The  duty  of  the  Management  is  three-fold. 

They  have  a  direct  duty  to  see  that  the  capi- 
tal already  invested  shall  be  given  a  fair  re- 
turn. 

Surely  that  duty  is  owed  to  those  who  have 
entrusted  their  money  to  our  care. 
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Further,  if  a  fair  return  is  not  paid,  new  capi- 
tal for  improvements,  extensions  and  better- 
ments cannot  be  obtained. 

The  Management  also  have  a  duty  to  the 
public.  If  the  railroad  is  granted  reasonable 
and  fair  rates,  the  public,  in  return,  is  entitled 
to  efficient  and  satisfactory  service. 

Last,  but  not  least,  is  the  duty  of  the  Man- 
agement to  the  employes — that  is,  good  wages, 
good  working  conditions,  and  discipline  fairly 
and  impartially  maintained. 

Kindness,  courtesy  and  consideration  are 
not  incompatible  with  good  discipline. 

Lax  discipline  is  not  kindness,  for  in  your 
occupation  lax  discipline  spells  death,  and  dis- 
aster. 

Mutual  Responsibilities 

The  employes  equally  with  the  Management 
have  their  responsibilities. 

Given  fair  wages  and  fair  working  condi- 
tions, the  Management  has  the  right  to  ex- 
pect and  exact  from  the  employes  an  honest 
day's  work;  prompt,  willing  and  cheerful  ob- 
servance of  orders;  and  economical  use  and 
care  of  the  property  entrusted  to  them. 

The  Management  has  the  right  to  ask  the 
same  kindness,  courtesy  and  consideration  to 
the  officers  and  to  the  public  on  the  part  of  the 
employes  which  the  employes  have  the  right 
to  expect  from  their  officers. 

I  have  tried  to  lay  down  a  simple  platform 
of  principles  on  which  you,  as  officers  and  em- 
ployes, can  meet. 

I  have  given  you  jointly  certain  questions  to 
solve.  The  spirit  in  which  you  approach  these 
questions  will  determine  the  success  with  which 
they  are  settled. 

I  have  no  doubt  that  there  are  many  petty 
grievances  on  both  sides.  Forget  them  for 
the  time  being.  Each  put  himself  in  the  place 
of  the  other,  and  see  if  he  cannot  understand 
the  other  fellow's  side. 

The  result  of  this  meeting  was  the  joint  for- 
mulation of  a  plan  and  procedure  whereby  all 
questions  of  a  controversial  character  arising 
between  the  employes  in  engine  and  train  ser- 
vice and  officers  of  the  company  would  be  han- 
dled in  an  amicable  way,  and  settled  if  possible 
without  intervention  by  outside  parties.  A 
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"memorandum  of  understanding"  was  formu- 
lated and  signed  covering  the  method  to  be  fol- 
lowed in  the  adjustment  of  all  disputed  matters. 

Plan  and  Procedure 
Jointly  Formulated 

Because  this  memorandum,  in  its  purpose 
and  effect  as  well  as  in  the  spirit  in  which  it 
was  negotiated  became  the  basis  of  similar 
negotiations  and  understandings  affecting  em- 
ployes in  other  branches  of  the  service,  its  pro- 
visions are  given  somewhat  in  detail.  The  pre- 
amble reads: 

The  outline  of  the  method  in  which  contro- 
versial matters  are  to  be  handled  as  given  be- 
low is  for  the  purpose  of  expeditious  adjust- 
ment of  matters  presented,  to  the  end  that 
there  may  be  a  satisfied  spirit  among  the  offi- 
cers and  employes,  and  it  is  important,  there- 
fore, that  so  far  as  is  possible,  decisions  will  be 
reached  at  the  time  of  meeting,  such  decisions 
to  be  confirmed  in  writing  as  promptly  there- 
after as  is  possible. 

This  plan  for  handling  schedule  and  other 
matters  can  be  successful  only  by  full  and 
conscientious  co-operation  on  the  part  of  both 
the  management  and  employes,  and  it  is  ex- 
pected that  when  questions  are  presented  for 
disposition  that  the  spirit  of  absolute  fairness 
will  be  the  factor  in  adjusting  these  matters. 

The  memorandum  is  a  complete  exposition 
of  the  procedure  to  be  taken  in  every  step  of 
the  way  from  the  division  superintendent  and 
the  local  chairman  representing  the  employes 
in  his  territory  on  up  to  the  Joint  Reviewing 
Committee  which  is  the  final  arbiter  in  the  dis- 
position of  any  matter  referred  to  it.  The  un- 
derstanding is  signed  "For  the  Management" 
and  "For  the  Ei  vloyes." 

Essential  Features 
of  Method  Adopted 

In  general,  the  essential  features  of  the 
method  adopted  are  these: 
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First  Step 

Monthly  meetings  between  each  division 
superintendent  and  the  local  chairmen  repre- 
senting the  engine  and  train  service  employes, 
at  which  all  controversial  matters  arising  on 
the  division  may  be  taken  up  with  five  days'  ad- 
vance notice  by  either  party  of  the  subject  to 
be  discussed. 

In  questions  relating  to  schedule  matters,  when 
there  is  agreement  between  the  superintendent  and 
local  chairmen,  it  is  put  into  effect  at  once  and  the 
interpretation  agreed  upon  is  referred  to  the  Joint 
Reviewing  Committee  for  review. 

When  there  is  a  disagreement  on  the  division,  and 
no  interpretation  of  the  question  has  been  made  by 
the  Joint  Reviewing  Committee,  the  matter  is  referred 
to  the  Joint  Reviewing  Committee  for  decision. 

In  each  case,  however,  copy  of  the  interpretation 
agreed  upon  or  the  joint  statement  of  facts,  where 
there  is  disagreement,  is  forwarded  to  the  General 
Superintendent  and  General  Manager  for  their  in- 
formation. 

In  discipline  and  other  matters  when  appeal  is 
taken  from  the  decision  of  the  Division  Superintend- 
ent, the  question  goes  next  to  the  General  Super- 
intendent in  charge  of  a  general  division  (which 
includes  several  divisions). 

Second  Step 

Monthly  meetings  between  each  general 
superintendent  and  the  general  chairmen  rep- 
resenting the  engine  and  train  service  employes, 
at  which  controversial  matters  on  which  the 
local  chairmen  and  division  superintendent  have 
been  unable  to  agree  are  discussed  with  five 
days'  advance  notice  by  either  party  of  the 
subject  to  be  discussed. 

In  questions  relating  to  schedule  matters,  the  same 
procedure  is  followed  as  with  the  division  superin- 
tendent. In  other  than  schedule  matters,  in  case  of 
disagreement,  the  question  is  referred  next  to  the 
General  Manager  in  charge  of  the  region. 

Third  Step 

Monthly  meetings  between  each  general  man- 
ager and  the  general  chairmen  representing  the 
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engine  and  train  service  employes,  at  which 
controversial  matters  on  which  there  has  been 
a  disagreement  with  the  general  superintendents 
are  discussed  with  five  days'  advance  notice  by 
either  party. 

In  questions  relating  to  schedule  matters  the  same 
procedure  is  followed  as  with  the  division  and  gen- 
eral superintendents.  In  other  than  schedule  matters, 
where  there  is  disagreement,  the  question  is  referred 
to  the  Joint  Reviewing  Committee  for  decision. 

Fourth  Step 

Monthly  meetings  of  the  Joint  Reviewing 
Committee,  at  which  all  matters  in  which  there 
has  been  a  disagreement  and  an  appeal  taken 
from  the  division  or  general  superintendent  or 
general  manager,  are  discussed. 

The  whole  schedule  of  monthly  meetings  is 
so  arranged  that  the  general  chairmen  are  en- 
abled to  cover  the  meetings  with  general  super- 
intendents and  general  managers  throughout 
the  system  and  carry  matters  through  to  the 
Joint  Reviewing  Committee  without  delay. 

Keystone  of  Plan 
Is  Joint  Committee 

The  Joint  Reviewing  Committee  for  the 
engine  and  train  service  employes  and  similar 
bodies  for  employes  in  other  classes  of  the 
service,  constitute  the  keystone  of  the  arch  of 
satisfactory  industrial  relations  on  the  Penn- 
sylvania System. 

It  is  the  highest  authority  on  the  railroad  in 
the  settlement  of  matters  in  dispute  between 
employes  and  management. 

Its  decisions  are  final  and  it  is  the  final 
arbiter  in  the  determination  as  to  how  any 
matters  on  which  it  is  unable  to  reach  a  deci- 
sion shall  be  decided.  Executive  officers  of 
the  company  cannot  interfere  with  its  pre- 
rogatives. 

The  text  of  the  "Memorandum  of  Under- 
standing" in  this  particular  is  therefore  quoted 
verbatim : 
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Make-up  of  Joint  Reviewing  Committee 

20.  The  Joint  Reviewing  Committee  shall  con- 
sist, for  the  Management,  of  two  repre- 
sentatives from  each  Region  of  the  Sys- 
tem; for  the  employes,  the  General  Chair- 
men of  the  Engine  and  Train  Service 
Employes,  which,  as  at  present  constituted, 
consists  of  nine  (9)  members. 

Method  to  be  Followed  by  Joint 
Reviewing  Committee 

21.  In  all  matters  other  than  discipline  the 
entire  Committee  will  sit. 

22.  In  cases  of  discipline  the  representatives 
of  the  Management  in  the  Region  where 
the  case  arises,  together  with  the  repre- 
sentatives of  the  employe  involved  in  that 
Region  where  the  case  arises  will  not  sit 
on  the  Committee  but  will  present  the  case 
to  the  remaining  members  of  the  Commit- 
tee, who  will  hear  and  determine  the 
matter  at  issue. 

23.  The  Management  and  the  employes  will 
have  equal  voting  power  and  not  less  than 
a  two-thirds  vote  will  be  necessary  to  reach 
a  decision. 

24.  In  case  a  decision  is  not  reached  by  the 
Joint  Reviewing  Committee  not  later  than 
subsequent  monthly  meeting  at  which  the 
case  was  first  brought  up,  further  procedure 
will  be  had  as  determined  upon  at  the  time 
of  such  disagreement. 

25.  Meeting  place  of  the  Joint  Reviewing  Com- 
mittee will  be  fixed  from  time  to  time  by 
the  Committee. 

The  Chairmanship  of  the  Joint  Reviewing 
Committee  alternates  every  six  months  between 
the  management  representatives  and  the  em- 
ployes. 

New  Schedule 

of  Rules  Negotiated 

One  of  the  first  tasks  undertaken  by  the  rep- 
resentatives of  these  employes  and  the  repre- 
sentatives of  the  management  was  the  formula- 
tion of  a  new  schedule  of  working  conditions. 
Prior  to  the  formation  of  the  Joint  Reviewing 
Committee  the  men  in  engine  and  train  service 
had  been  working  under  six  different  sched- 
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ules,  one  for  the  former  Lines  East  and  one  for 
the  former  Lines  West,  and  one  each  for  the 
Vandalia,  Grand  Rapids  and  Indiana  Rail- 
roads, C.  L.  &  N.,  and  N.  Y.  P.  &  N, 

Due  to  the  fact  that  prior  to  the  end  of 
Federal  control  the  Pennsylvania  System  had 
not  been  operated  as  a  unit,  there  were  many 
points  of  difference  between  the  schedules  and 
many  disputed  questions  involved  in  each  of 
the  schedules  themselves. 

When  the  Pennsylvania  Railroad  resumed 
the  management  of  its  property  on  March  1, 
1920,  however,  the  system  was  reorganized  as 
a  unit  with  four  operating  regions  and  Altoona 
Works.  When  employes  in  engine  and  train 
service  requested  that  a  system  schedule  be  es- 
tablished which  would  harmonize  the  difference 
between  the  existing  schedules  and  settle  points 
of  controversy  within  the  schedules  themselves, 
the  members  of  the  Joint  Reviewing  Committee 
assumed  the  task  and  constituted  themselves 
a  schedule  committee  to  work  out  the  new 
arrangement. 

All  Controversial 
Questions  Settled 

In  addition  to  this  work,  which  was  under 
negotiation  for  several  months,  the  members  of 
the  Joint  Reviewing  Committee  held  their  reg- 
ular monthly  meetings  at  which  all  other  ques- 
tions arising  between  the  management  and  the 
employes  in  this  service  were  taken  up  and  de- 
cided to  the  satisfaction  of  all  concerned.  The 
Joint  Reviewing  Committee  has  since  acted 
upon  any  questions  arising  in  the  application 
of  the  new  schedule. 
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II. 

EXTENSION  OF  PLAN 
TO  OTHER  CLASSES 
OF  EMPLOYES 

The  successful  outcome  of  these  schedule 
negotiations  was  a  source  of  real  gratification 
to  the  Pennsylvania  management.  The  man- 
agement then  endeavored  to  establish  for  em- 
ployes in  other  branches  of  the  service,  similar 
methods  not  only  for  the  negotiations  of  regu- 
lations to  take  the  place  of  the  so-called 
national  agreements,  but  also  for  the  amicable 
settlement  of  all  controversies. 

Labor  Board  Decisions 
Affecting  Other  Classes 

Meanwhile  questions  affecting  both  wages 
and  working  conditions  of  other  classes  of  rail- 
road employes  had  been  considered  by  the 
United  States  Railroad  Labor  Board,  which 
was  established  under  the  Transportation  Act 
of  1920  to  hear  and  decide  such  matters  when 
there  arose  a  dispute  which  was  likely  substan- 
tially to  interrupt  commerce. 

Although  there  was  no  warrant  in  law  so  to 
do,  and  although  by  their  express  terms,  the 
so-called  national  agreements  effected  during 
Federal  control  expired  when  the  roads  were 
turned  back  to  their  owners,  the  Labor  Board, 
in  its  wage  decision  effective  July  1,  1920, 
sought  to  continue  these  regulations  in  effect. 
The  Pennsylvania  among  other  railroads  pro- 
tested against  such  procedure  and  participated 
in  the  argument  before  the  Board  looking  to- 
ward their  abolition. 
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Finally,  however,  the  Labor  Board  rendered 
a  decision,  abrogating  these  so-called  national 
agreements,  effective  as  of  July  1,  1921,  and 
directed  the  railroads  and  their  employes  to 
hold  conferences  with  a  view  to  formulating 
new  schedules  of  working  conditions  in  their 
stead. 

Employe  Representation 
Announced  for  All 

In  this  connection  the  policy  of  the  Pennsyl- 
vania System  with  respect  to  its  employes  was 
announced  by  General  Atterbury  in  a  formal 
notice  to  the  employes  concerned.  It  was  felt 
that  the  essential  thing  to  be  determined  in  the 
first  instance  was  the  representation  of  em- 
ployes in  negotiations  with  the  management. 
This  was  left  entirely  to  the  employes  them- 
selves with  these  provisos: 

1.  That  the  representatives  be  elected  by  the 
employes ; 

2.  That  the  representatives  so  elected  be  em- 
ployes themselves. 

In  the  settlement  of  controversies  involving 
railroad  employes,  the  Transportation  Act 
clearly  contemplates  conferences  directly  be- 
tween employes  and  managements.  It  was, 
therefore,  provided  on  the  Pennsylvania  System 
that  only  employes  actually  in  the  service  could 
be  elected  as  representatives. 

It  is  the  position  of  the  management,  how- 
ever, that  whether  persons  outside  the  Railroad 
employ  or  personal  counsel  representing  either 
party  should  be  present  at  such  conferences 
depends  largely  on  the  questions  at  issue.  In 
any  negotiations  involving  conditions  of  em- 
ployment, wages,  etc.,  their  presence  would  not 
be  helpful  in  reaching  a  settlement.  If  the 
question  were  one  in  which  strictly  legal  rights 
of  either  party  were  involved,  personal  counsel 
might  be  helpful,  but  it  would  seem  best  for 
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neither  party  to  make  use  of  outside  counsel 
unless  a  disagreement  had  arisen  and  an  appeal 
taken  to  the  Labor  Board,  when  both  parties 
might  be  represented  by  counsel. 

In  this  connection,  former  President  Wilson's 
Conference  on  Industrial  Relations,  of  which 
Secretary  Hoover  was  vice-chairman,  made  as 
one  of  its  chief  recommendations  "Joint  organ- 
ization through  employe  representation.5' 

The  compan3^'s  announcement,  signed  by  Gen- 
eral Atterbury  and  approved  by  Samuel  Rea, 
President  of  the  Pennsylvania  System,  read  as 
follows : 

General  Atterbury's  Announcement 
of  Proposed  Plan 

In  June,  1919,  soon  after  my  return  from 
France,  I  made  a  statement  before  a  meeting 
of  our  employes  and  their  families  that  I  be- 
lieved it  was  the  right  of  an  employe  to  have 
a  voice  in  determining  the  rules  and  regulations 
under  which  he  should  work. 

Since  that  time,  I  have  been  consistently  op- 
posing the  "National  Agreements,"  because  I 
have  believed  the  effect  of  those  "agreements" 
was  to  take  that  right  away  from  you,  and  to 
take  away  from  our  officers  the  privilege  of 
dealing  with  our  own  men. 

By  Decision  No.  119  of  the  United  States 
Railroad  Labor  Board,  these  "National  Agree- 
ments" have  been  abrogated,  as  of  July  1, 
1921.  In  the  meantime  a  substitute  must  be 
negotiated,  which  will  be  mutually  satisfactory 
to  the  Management  and  to  the  employes. 

Principles  Laid  Down 
By  Labor  Board 

Certain  Principles  have  been  laid  down  in 
Decision  No.  119  for  our  mutual  guidance.  I 
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quote  those  which  have  a  direct  bearing  on  what 
I  have  to  propose  to  you: 

1. 

"An  obligation  rests  upon  management, 
upon  each  organization  of  employes,  and  upon 
each  employe  to  render  honest,  efficient  and 
economical  service  to  the  carrier  serving  the 
public." 

2. 

"The  spirit  of  co-operation  between  manage- 
ment and  employes  being  essential  to  efficient 
operation,  both  parties  will  so  conduct  them- 
selves as  to  promote  this  spirit." 

Also,  in  a  recent  message  to  Congress,  Presi- 
dent Harding  stated  the  principle  that : 

"Labor  must  join  management  in  under- 
standing that  the  public  which  pays  is  the 
public  to  be  served." 

Principle  No.  7  of  Decision  No.  119  reads  as 
follows : 

7. 

"The  right  of  employes  to  be  consulted  prior 
to  a  decision  of  management  adversely  affect- 
ing their  wages  or  working  conditions  shall 
be  agreed  to  by  management.  This  right  of 
participation  shall  be  deemed  adequately  com- 
plied with,  if  and  when  the  representatives  of 
a  majority  of  the  employes  of  each  of  the 
several  classes  directly  affected  shall  have  con- 
ferred with  the  management." 

Principle  No.  15  reads: 
15. 

"The  majority  of  any  craft  or  class  of  em- 
ployes shall  have  the  right  to  determine  what 
organization  shall  represent  members  of  such 
craft  or  class.  Such  organization  shall  have 
the  right  to  make  an  agreement  which  shall 
apply  to  all  employes  in  such  craft  or  class. 
No  such  agreement  shall  infringe,  however, 
upon  the  right  of  employes  not  members  of 
the  organization  representing  the  majority  to 
present  grievances  either  in  person  or  by  rep- 
resentatives of  their  own  choice." 
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I  also  quote  from  the  preamble  of  Decision 
No.  119,  as  follows: 

"To  secure  the  performance  of  the  obliga- 
tion to  confer  on  this  dispute,  imposed  by  law 
on  officers  and  employes  of  carriers,  to  bring 
about  the  recognition  in  rules  of  difference  be- 
tween carriers  where  substantial,  to  preserve 
a  degree  of  uniformity  in  rules  regulating  sub- 
ject matters  of  a  general  nature,  to  prevent  to 
some  extent  the  operation  in  negotiations  of 
a  possible  disparity  of  power  as  between  the 
carriers  and  their  employes,  and  to  enable  the 
representatives  of  employes  of  each  carrier 
and  the  officers  of  that  carrier  to  participate 
in  the  formulation  of  rules  under  which  they 
must  live,  the  Labor  Board  has  determined 
upon  the  following  action:  (The  Board  then 
recites  its  decision.) 

There  is  an  apparent  discrepancy  between 
Principle  No.  7  and  Principle  No.  15,  but  the 
intent  of  the  decision,  as  stated  in  the  preamble, 
is  "to  enable  the  representatives  of  employes  of 
each  carrier  and  the  officers  of  that  carrier  to 
participate  in  the  formulation  of  rules  under 
which  they  must  live." 

Mutual  Obligations 
Demand  Co-operation 

I  quote  the  above  because  I  want  our  em- 
ployes and  our  officers  to  realize  that  we  have 
a  mutual  obligation  to  the  public,  which  obliga- 
tion can  only  be  fully  met  by  close  co-operation. 

The  aim  of  the  Pennsylvania  Railroad  dur- 
ing the  past  year  has  been  to  re-establish  with 
its  own  men  a  happy  and  harmonious  relation- 
ship. This  decision  of  the  United  States  Rail- 
road Labor  Board  now  makes  this  possible. 

The  railroads  are  asked  to  confer  with  rep- 
resentatives of  the  different  classes  of  employes, 
with  the  view  to  establishing  proper  rules  and 
regulations.  This  is  precisely  what  the  Man- 
agement of  the  Pennsylvania  Railroad  has 
desired, 
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All  Employes  Asked 

To  Choose  Representatives 

The  employes  have  the  right  to  select  their 
representatives  from  among  their  own  number. 

Detailed  conditions  designed  solely  to  se- 
cure an  accurate  expression  of  the  desire  of  the 
employes,  under  which  representatives  will  be 
chosen,  will  be  announced  later. 

The  men  thus  selected  will  be  recognized  by 
the  Management  as  empowered  to  speak  for  the 
men  by  whom  they  are  chosen. 

The  representatives  chosen  by  the  employes 
may  or  may  not  be  union  men,  as  the  employes 
themselves  decide. 

As  soon  as  the  representatives  are  elected, 
the  officers  will  seek  a  conference  with  them,  in 
order  to  negotiate  rules  and  regulations. 

The  representatives  so  chosen  will  be  pro- 
tected in  their  position  no  matter  what  may 
be  their  attitude  with  reference  to  the  provi- 
sions of  such  rules  and  regulations. 

They  will  be  provided  with  the  necessary 
transportation,  and  the  Company  will  reim- 
burse them  for  time  lost,  and  for  reasonable 
expenses  while  on  this  service. 

The  above  applies  to  a  union  man  as  well  as 
to  a  non-union  man. 

While  the  immediate  emergency  to  be  covered 
is  the  preparation  of  mutually  satisfactory 
rules  and  regulations,  it  is  the  hope  of  the  Man- 
agement that  the  men  thus  chosen  as  repre- 
sentatives may  serve  as  the  nucleus  of  commit- 
tees which  shall  frequently  confer  with  the  offi- 
cers on  all  matters,  not  only  affecting  your 
welfare,  but  also  the  welfare  of  the  railroad, 
and  of  the  public  that  we  all  serve, 
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Joint  Committee  Plan 
Proposed  as  Basis 

Together,  we  will  develop  a  plan  under  which 
every  individual  employe  may  have  a  voice  in 
the  progressive  efforts  of  the  railroad  itself. 

This  plan,  of  course,  will  not  be  put  into 
effect  for  men  in  engine  and  train  service.  All 
controversial  questions  affecting  these  men  are 
now  settled  by  the  Joint  Reviewing  Committee, 
and  it  is  earnestly  desired  to  establish  a  similar 
method  for  settling  controversial  questions 
affecting  employes  in  all  other  branches  of  the 
service. 

There  are  three  "Musts"  that  we  will  have 
to  work  out  in  co-operation: 

1.  The  public  MUST  have  efficient  and  eco- 
nomical service. 

2.  The  officers  and  the  employes  MUST  be 
paid  good  wages,  in  return  for  good  ser- 
vice rendered. 

3.  We  MUST  earn  a  reasonable  return  on  the 
capital  invested  in  the  property. 

Through  the  representatives  of  the  employes 
to  be  selected  in  the  manner  mentioned  we  shall 
be  able  to  get  closer  together ;  we  shall  be  able 
to  look  one  another  in  the  face,  and  mutually 
to  understand  the  facts  affecting  our  common 
interest.  The  highest  interests  of  the  Penn- 
sylvania Railroad  can  only  be  realized  in  the 
welfare  of  its  employes. 

All  Employes  Asked 
To  Co-operate 

I  earnestly  ask,  therefore,  the  hearty  co- 
operation of  every  employe,  to  the  end  that  we 
may  successfully  work  together.  Doing  that, 
the  Pennsylvania  Railroad  will  continue  to  be 
one  of  the  greatest  railroads  in  the  world.  We 
will  add  to  the  happiness  and  material  welfare 
of  every  employe  and  we  will  take  a  real  step 
along  the  road  to  the  restoration  of  general 
prosperity. 
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III. 

HOW  REPRESENTATIVES 
WERE  ELECTED 

Obviously  the  working  out  of  the  plan  al- 
ready adopted  by  the  employes  in  engine  and 
train  service  for  local  self-government  had  been 
watched  with  considerable  interest  by  other 
groups  of  employes  and  its  practical  workabil- 
ity was  beginning  to  be  demonstrated.  To  an 
appreciable  degree,  therefore,  the  proposal  to 
extend  this  policy  to  other  classes  of  employes 
met  with  at  least  an  interested  response. 

Employes'  Spokesmen 
Invited  to  Participate 

Owing  to  conditions  largely  brought  about 
under  the  Railroad  Administration  there  was 
a  great  deal  of  skepticism  as  to  the  sincerity 
of  the  management,  but  it  was  felt  by  the  more 
constructive  leaders  of  the  employes  that  the 
experiment  might  be  worth  trying.  On  the  part 
of  the  officers  the  utmost  frankness  was  ob- 
served and  the  employes'  spokesmen  were  in- 
vited to  participate  and  assist  in  working  out 
the  details  of  the  proposed  election. 

When  the  Labor  Board  issued  its  Decision 
No.  119,  respecting  the  negotiation  of  new 
schedules  of  regulations,  and  the  company  an- 
nounced its  policy  of  instituting  a  plan  of  em- 
ploye representation,  the  employes  generally 
were  in  a  receptive  mood  to  consider  the  actual 
details  and  to  participate  in  making  it  effective. 
The  then  spokesmen  of  the  signalmen  and  main- 
tenance of  way  men  actually  participated  in 
the  preparation  of  the  election  machinery. 

Accordingly  arrangements  were  made  to  call 
into  conference  with  the  officers  the  General 
Chairman  and  committee  of  the  United  Broth- 
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erhood  of  Maintenance  of  Way  Employes  and 
Railway  Shop  Laborers  and  later  on  the  Gen- 
eral Chairman  and  committee  of  the  Brother- 
hood of  Railway  Signalmen  of  America. 

Response  by  Other 
Classes  of  Employes 

It  was  pointed  out  to  these  men  and  their 
committees  some  of  the  undoubted  good  that 
would  result  both  to  the  employes  and  the  man- 
agement if  jointly  a  plan  could  be  devised  for 
them  which  would  provide  home  rule,  popular 
elections  of  employe  representatives,  partici- 
pated in  by  all  employes  coming  within  their 
respective  groups,  a  voice  in  the  management 
in  determining  their  wages  and  working  condi- 
tions, and  as  part  of  the  necessary  machinery, 
a  tribunal  consisting  of  an  equal  number  of 
representatives  of  the  employes  and  the  man- 
agement, who  would  sit  as  a  high  court  and 
decide  all  controversial  questions  properly 
brought  before  them. 

Election  Procedure 
Jointly  AYorked  Out 

General  Atterbury's  statement  received  wide 
publication  throughout  the  system  and  in  the 
newspapers  so  that  every  employe  might  know 
and  understand  what  was  proposed.  A  com- 
plete election  procedure  was  worked  out  and 
fully  explained  to  the  employes  in  notices 
posted  on  the  bulletin  boards.  The  ballots 
themselves  also  contained  a  complete  and  defi- 
nite explanation  of  the  machinery  provided  for 
them  to  exercise  their  right  of  franchise  in  the 
choice  of  representatives  to  deal  with  the  man- 
agement on  behalf  of  the  employes  in  the  vari- 
ous classes. 

Steps  were  also  taken  to  meet  spokesmen  for 
the  other  classes  of  employes  with  a  view  to 
explaining  the  plan  to  them  in  detail.  These 
groups  included:  shop  crafts;  telegraphers; 
clerks;   miscellaneous    forces    (office,  station, 
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warehouse,  storehouse  and  elevator  forces,  and 
engine  and  train  crew  callers,  excluding  the 
strictly  clerical  and  supervisory  forces)  ; 
stationary  engineers  (steam),  and  firemen  and 
oilers ;  marine  department  employes ;  dining  car 
and  restaurant  service  employes  and  the  em- 
ployes in  the  various  administrative  depart- 
ments of  the  general  offices. 

Essential  Features 
of  Election  Plan 

The  essential  features  of  the  election  proce- 
dure were  these: 

All  employes  were  given  an  opportunity  to 
elect  employe  representatives  by  secret  ballot; 

All  employes  in  the  respective  classes  were 
eligible  to  vote; 

No  candidates  were  named  or  suggested  by 
the  management  or  printed  on  the  ballots; 

Any  employe,  whether  union  or  non-union 
member,  was  eligible  for  election; 

Employes  wrote  on  the  ballot  the  names  of 
their  choice; 

The  ballots,  in  sealed  envelopes,  were  open- 
ed and  counted  in  the  presence  of  representa- 
tives of  the  employes  and  the  management; 

Employes  receiving  the  largest  number  of 
votes  were  recognized  by  the  management  as 
empowered  to  speak  and  act  for  the  employes 
participating  or  entitled  to  participate  in  the 
election. 

How  Vote  Was  Taken 

How  the  plan  was  explained  to  the  employes 
and  how  the  vote  actually  was  taken  are  illus- 
trated in  the  exhibits  reproduced  on  the  follow- 
ing pages.  The  first  is  a  sample  notice,  which 
with  necessary  modifications  was  used  for  all 
classes  of  employes.  The  second  is  a  sample 
ballot.  The  other  exhibits  show  how  the  ballot 
reached  the  individual  employe  and  how  he 
proceeded  to  cast  his  vote. 
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(Typical  notice  to  various  classes  of  employes  informing  them 
of  the  elections.) 

PENNSYLVANIA  SYSTEM 

EASTERN  REGION 


NOTICE 

May  20/1921. 

 Division 

To:  Leading  Signal  Maintainers 
Leading  Signalmen 
Signalmen 
Signal  Maintainers 
Assistant  Signalmen 
Assistant  Signal  Maintainers  and 
Their  Helpers  in  the  Signal  Department 

Notice  is  hereby  given  to  the  above  mentioned  classes  of 
employes  that  in  accordance  with  Decision  No.  119  of  the 
United  States  Railroad  Labor  Board,  particularly  Principle 
No.  15,  reading  as  follows: 

"The  majority  of  any  craft  or  class  of  employes  shall 
have  the  right  to  determine  what  organization  shall  rep- 
resent members  of  such  craft  or  class.  Such  organiza- 
tions shall  have  the  right  to  make  an  agreement  which 
shall  apply  to  all  employes  in  such  craft  or  class.  No 
such  agreement  shall  infringe,  however,  upon  the  right 
of  employes  not  members  of  the  organization  represent- 
ing the  majority  to  present  grievances  either  in  person 
or  by  representatives  of  their  own  choice,'* 

in  order  to  fairly  determine  the  employes'  choice  of  repre- 
sentation, a  vote  of  the  employes  will  be  taken  by  ballot,  which 
will  be  furnished  each  employe  in  a  sealed  envelope.  Receipt 
for  ballot  will  be  taken  from  each  employe  and  this  receipt 
forwarded  to  the  Superintendent  who  will  retain  it.  Envelope 
containing  vote  of  each  employe  will  be  opened  and  count 
begun  on  Wednesday,  June  1,  1921,  Room  53,  Broad  Street 
Station,  Philadelphia,  Pa.,  at  10  A.  M.,  in  the  presence  of 
represenlatives  of  the  Pennsylvania  System,  Eastern  Region, 
and  employe  representatives  if  they  desire  to  be  represented. 

Saturday,  May  28,  1921,  is  fixed  for  the  date  of  election, 
and  ballots  must  be  forwarded  not  later  than  that  date  by 
train  service  or  by  United  States  mail  to  the  Superintendent, 
who  will  check  against  the  payrolls  to  see  that  only  employes 
are  voted.  Ballots  with  the  poll  list  or  roster  will  then  be 
promptly  forwarded  by  registered  mail  to  the  General  Man- 
ager who  will  arrange  for  the  count  to  begin  on  the  date 
specified. 

APPROVED: 


Superintendent. 


General  Superintendent. 
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How  Secrecy  of  Ballot 
Was  Insured 

The  ballot  itself,  contained  in  a  sealed  enve- 
lope, was  enclosed  in  another  sealed  envelope 
by  the  voter. 

On  the  outside  of  the  latter  envelope  ap- 
peared the  voter's  name,  occupation,  location 
and  division  for  the  sole  purpose  of  checking 
the  names  of  the  voters  against  the  payrolls 
to  see  that  only  employes  had  voted. 

These  outer  envelopes,  however,  were  de- 
stroyed in  the  presence  of  representatives  of 
the  employes  and  the  management  before  the 
sealed  envelopes  containing  the  ballots  them- 
selves were  opened. 

This  procedure  insured  absolute  secrecy  of 
a  man's  vote. 

The  ballots  themselves  were  opened  and 
counted  in  the  presence  of  and  by  representa- 
tives of  the  men  and  the  management. 

There  was  absolutely  no  way  in  which  the 
name  of  a  man  voting  could  be  identified  with 
his  ballot. 

Solid  Union  Committees 
Elected  in  Some  Classes 

No  better  evidence  of  fairness  and  impartial- 
ity upon  the  part  of  the  company  could  be 
offered  than  the  fact  that  some  classes  of  em- 
ployes elected  all  union  men  to  represent  them, 
and  the  management  is  now  dealing  with  these 
elected  representatives. 

In  the  case  of  the  Signalmen,  Maintenance 
of  Way  Employes  and  Telegraphers,  solid 
union  committees  were  elected.  The  employes 
who  were  members  of  the  union  received  the 
highest  number  of  votes  and  the  management 
recognized  them  and  immediately  entered  into 
negotiation  with  them  with  a  view  to  formu- 
lating rules  covering  working  conditions  which 
would  be  mutually  satisfactory.    In  the  case 
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of  some  of  the  other  classes,  some  union  and 
some  non-union  men  were  elected  and  the  same 
procedure  was  adopted. 

New  Working  Agreements 
Mutually  Negotiated 

The  first  business  before  these  elected  repre- 
sentatives was  of  course  the  question  of  new 
schedules  of  working  conditions  and  the  em- 
ploye representatives  and  representatives  of 
the  management  immediately  took  this  matter 
in  hand.  When  it  had  been  satisfactorily  con- 
cluded, however,  request  was  made  by  the  em- 
ployes that  permanent  machinery,  similar  to 
the  Joint  Reviewing  Committee  for  engine  and 
train  service  employes  be  jointly  established 
for  other  groups. 

In  general,  therefore,  the  plan  of  employe 
representation  ultimately  worked  out  for  all 
classes  of  employes  was  based  largely  upon  the 
memorandum  of  understanding  already  en- 
tered into  by  the  management  and  the  general 
chairmen  of  the  engineers,  firemen,  hostlers, 
conductors,  trainmen  and  switchtenders. 

Plan  of  Procedure 
For  Handling  Disputes 

That  is,  the  plan  included: 

1.  Local  Committees  for  the  Divisions  and 
General  Divisions.  Regional  and  System  com- 
mittees for  the  handling  of  matters  appealed 
from  the  divisions  and  general  divisions. 

2.  Joint  committees,  similar  to  the  Joint  Re- 
viewing Committee  already  described,  com- 
posed of  equal  representation  of  management 
and  employes,  all  members  having  equal  voting 
power  with  two-thirds  vote  necessary  to  decide 
any  issue. 

3.  By-laws  governing  procedure  of  these 
committees,  schedules  of  meetings  with  divi- 
sion, general  division  superintendents  and  gen- 
eral managers  and  future  election  machinery 
for  the  election  of  successive  employe  rep- 
resentatives at  regular  periods. 
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Naturally  there  are  variations  from  this  gen- 
eral plan  to  meet  special  conditions  such  as  ex- 
ist at  Altoona  Works,  but  the  policy  and  prac- 
tice throughout  are  the  same  in  principle. 

Note:  Charts  showing  the  committee  struc- 
ture, the  steps  taken  in  settling  a  dispute  and 
the  organization  of  the  whole  plan  for  typical 
classes  of  employes  are  reproduced  on  pages 
46  to  53. 

The  constitution  governing  procedure  at 
Altoona  Works,  the  company's  largest  shops, 
which  is  different  from  the  procedure  in  the 
regions,  is  printed  on  pages  61  to  63. 

There  is  also  printed  on  pages  54  to  60  a 
typical  set  of  by-laws  jointly  formulated  by 
the  employes  and  officers  establishing  procedure 
in  handling  not  only  controversies  but  also 
elections. 
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IV. 

CONTROVERSY  WITH 
LABOR  BOARD 

Of  all  the  groups  of  employes,  System  Fed- 
eration No.  90,  Railway  Employes  Depart- 
ment, American  Federation  of  Labor,  and  a 
minority  of  the  clerks,  members  of  the  clerks' 
union,  objected  to  any  plan  of  voting  by  the 
employes  which  did  not  place  the  name  of  their 
organizations  on  the  ballot  as  a  candidate. 
System  Federation  No.  90  was  largely  imposed 
upon  the  employes  in  the  shop  crafts  during 
the  period  of  Federal  control  and  the  manage- 
ment was  not  satisfied  that  it  actually  repre- 
sented the  wishes  of  the  majority  of  the  shop 
employes  on  this  railroad. 

Objections  Raised  by 
A.  F.  of  Ii.  Shop  Crafts 

The  officers  of  this  organization  insisted  that 
they  had  the  right  to  represent  Pennsylvania 
employes  and  in  a  conference  similar  to  the 
meetings  with  other  groups  when  the  details  of 
the  plan  were  being  worked  out,  they  declined 
to  participate  in  the  election  machinery  which 
had  been  agreed  upon  with  the  spokesmen  for 
the  other  groups  unless  the  name  of  their 
organization  was  placed  on  the  ballot.  They 
maintained  that  they  as  an  organization  be 
recognized  as  representing  all  the  shop  craft 
employes. 

Nevertheless  the  elections  were  held.  Offi- 
cers of  System  Federation  No.  90,  however, 
persuaded  employes  not  to  vote  in  the  elections 
and  many  of  the  shopmen  refused  or  failed  to 
exercise  this  right.    As  a  matter  of  fact,  if  they 
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had  so  desired,  and  as  was  clearly  explained 
to  them,  the  union  officers  who  were  employes 
could  have  nominated  themselves  as  candidates, 
just  as  the  union  officers  in  the  signal,  main- 
tenance of  way  and  telegraph  departments  did, 
and  if  elected  would  have  been  so  recognized 
by  the  management. 

Furthermore  there  was  no  objection  to  a 
voter's  placing  organization  initials  or  symbols 
after  the  name  of  the  candidate  for  whom  he 
voted.  In  the  case  of  every  one  of  the  signal 
committeemen  elected,  the  initials  B.  R.  S.  of  A. 
appeared  after  the  candidate's  name  on  the 
ballots  voted  by  signal  department  employes. 

Election  of  Representatives 
Recognized  by  Company 

In  the  case  of  the  shop  crafts,  employe  rep- 
resentatives were  elected  by  those  employes 
who  did  vote  and  the  management  recognized 
them  and  negotiated  new  schedules  of  working 
conditions  with  them.  These  schedules  have 
been  in  effect  since  and  have  worked  with 
mutual  satisfaction  to  the  great  majority  of 
the  shop  employes  and  of  the  management. 

The  United  States  Railroad  Labor  Board, 
without,  as  it  is  believed,  any  authority  under 
the  Transportation  Act,  declared  said  elections 
illegal  and  the  contracts  entered  into  between 
the  management  and  the  elected  employe  rep- 
resentatives null  and  void  and  ordered  a  new 
election  in  the  shop  crafts.  (Decision  No.  218.) 

Not  only  that  but  the  Board  declared  that 
the  organization  itself  must  have  a  place  on  the 
ballot  and  must  be  recognized  as  entitled,  if 
selected  by  the  majority  of  the  employes,  to 
represent  them,  that  other  than  employes  could 
represent  Pennsylvania  employes  and  that  men 
who  had  ceased  to  be  employes  were  eligible  to 
vote. 
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Action  Taken 
By  Labor  Board 

The  management  stood  by  the  elections  al- 
ready held  and  when  the  Labor  Board  was 
about  to  publish  an  opinion  that  the  company 
had  violated  its  decision,  the  company  adopted 
the  only  method  open  to  it  to  test  the  power  of 
the  Labor  Board  to  make  the  order  which  it 
had  made  and  instituted  a  proceeding  in  the 
United  States  Courts  to  restrain  the  Board 
from  publishing  such  an  opinion.  The  United 
States  District  Court  upheld  the  Pennsylvania 
System  and  granted  an  injunction.  The  Labor 
Board  appealed  and  the  Circuit  Court  of  Ap- 
peals reversed  the  District  Court  and  the  Penn- 
sylvania has  taken  the  case  to  the  United  States 
Supreme  Court. 

The  Pennsylvania  Railroad  Company  raised 
two  main  points : 

1.  That  the  order  of  the  Labor  Board  in 
this  case  was  beyond  its  authority  under  the 
Transportation  Act;  that  the  Company  there- 
fore had  not  violated  any  lawful  decision  of 
the  Board  and  that  the  Board  should  be  re- 
strained from  publishing  an  opinion  to  that 
effect. 

2.  That  if  the  Labor  Board  did  have  author- 
ity for  its  order,  then  the  Sections  of  the  Trans- 
portation Act  giving  it  such  power  were  un- 
constitutional. 

Summary  of  Company's  Position  in 
Controversy  With  Labor  Board 

The  railroad  position  throughout  the  course 
of  the  argument  before  the  Labor  Board  and 
before  the  Court  may  be  summarized  as  fol- 
lows : 

1.  The  company  has  not  denied  and  does 
not  now  deny  the  jurisdiction  of  the 
Labor  Board  to  hear  and  decide  such 
disputes  as  fall  within  the  purview  of 
Title  III  of  the  Transportation  Act. 
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2.  The  company  does  deny  the  right  of 
the  Labor  Board  to  invade  the  domain 
of  management  and  insists  that  in  de- 
claring said  election  illegal  and  said 
contracts  null  and  void,  and  in  order- 
ing that  a  new  election  be  held  as  it  did 
in  its  Decision  No.  218,  the  Board  ex- 
ceeded its  powers  and  without  warrant 
of  law  exerciser!  the  functions  of  an  ad- 
ministrative c  regulatory  body,  and 
asserted  juris.  :ion  over  matters  sole- 
ly referable  to  .he  functions  of  railway 
management. 

3.  In  its  relations  with  its  employes,  the 
company  seeks  one  object  and  one 
alone,  namely,  the  right  to  deal  directly 
with  its  own  employes  without  inter- 
ference by  those  having  interests  to 
serve  other  than  the  interest  of  the 
employes,  the  railroad  and  the  public. 
To  that  end  it  has  offered  classes  of 
employes  a  voice  in  matters  affecting 
their  welfare  through  employe  repre- 
sentatives of  their  own  selection, 
whether  union  or  non-union  men. 

4.  66.5  per  cent  of  the  employes  who  are 
interested  in  and  affected  by  rules  cov- 
ering working  conditions  have  by  vote 
or  otherwise  expressed  a  desire  to  nego- 
tiate rules  and  working  conditions 
through  employe  representatives,  and 
contracts  have  been  entered  into  be- 
tween the  management  and  representa- 
tives of  approximately  150,000  em- 
ployes. 

5.  Representatives  of  the  various  classes 
of  employes  with  whom  contracts  have 
been  made  have  expressed  their  satis- 
faction not  only  with  the  manner  in 
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which  representatives  were  elected,  but 
also  with  the  rules  and  working  condi- 
tions agreed  upon. 

6.  If  the  company  complied  with  the 
Labor  Board's  decision  No.  218,  it 
would  be  obliged  to  repudiate  these  con- 
tracts to  the  great  and  irreparable  in- 
jury of  the  company  and  its  employes. 
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HOW  THE  PLAN  HAS 
WORKED  THUS  FAR 

It  would  seem  that  there  could  scarcely  be 
a  more  severe  test  of  the  Pennsylvania  plan  of 
employe  representation  than  that  afforded  by 
the  national  strike  of  railroad  shopmen  which 
began  on  July  1,  1922.  Not  only  has  it 
afforded  a  successful  demonstration  of  the  co- 
operative policy  adopted  by  the  company  and 
its  employes  in  general,  but  also  it  has  fur- 
nished practical  proof  that  System  Federa- 
tion No.  90  does  not  actually  represent  the 
majority  of  the  shop  craft  employes  on  the 
Pennsylvania  System. 

Xo  Vote  Taken 
On  Strike  Issnes 

The  strike  vote  on  which  the  shop  craft  em- 
ployes on  the  Pennsylvania  System  were  called 
upon  to  strike  was  taken  when  the  company 
refused  to  hold  a  new  election  as  ordered  by  the 
Labor  Board  in  1921.  The  company  was  not 
a  party  to  the  issues  which  precipitated  the 
general  strike.  The  issues  on  which  the  strike 
was  called  did  not  apply  to  this  railroad. 
Wages  had  been  fixed  by  mutual  agreement ; 
rules  had  likewise  been  determined  and  had  been 
in  effect  for  almost  a  year ;  and  no  outside 
contract  work  of  the  kind  complained  of  by  the 
strike  leaders  had  been  let  by  this  railroad. 

Bearing  in  mind  that  System  Federation  No. 
90  had  claimed  the  right  to  represent  the  shop 
crafts  and  had  been  sustained  by  the  Labor 
Board  to  the  extent  that  a  new  election  was 
ordered,  the  strike  call  on  the  Pennsylvania 
really  amounted  to  a  protest  against  the  Penn- 
sylvania plan  of  employe  representation. 
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Employes  Repudiate 
Fancied  Grievances 

Certainly  if  the  majority  of  the  shop  crafts 
were  dissatisfied  either  with  their  wages  and 
working  conditions  or  with  the  methods  of  elec- 
tion followed  by  the  company,  or  the  procedure 
adopted  for  the  settlement  of  matters  in  dis- 
pute, no  more  propitious  occasion  for  indicat- 
ing such  dissatisfaction  could  be  presented  than 
a  strike  by  shopmen  all  over  the  country. 

But  what  happened  was  this : 

Less  than  thirty  per  cent  of  the  Pennsyl- 
vania shopmen  left  the  service  when  the  strike 
was  called.  Within  two  months  after  the  strike 
started  the  shop  forces  of  the  system  had  been 
restored  to  more  than  95  per  cent  of  the  nor- 
mal working  force. 

The  great  majority  of  the  employes  who  re- 
mained loyal  were  working  under  regulations 
that  had  been  agreed  upon  between  the  man- 
agement and  the  employe  representatives  elected 
the  year  before — the  election  which  the  Labor 
Board  had  declared  illegal.  They  were  work- 
ing under  wages  agreed  upon  between  the  man- 
agement and  the  same  employe  representatives. 

Practical  Demonstration 
of  Success  of  Plan 

It  would  be  difficult  to  imagine  stronger 
proof  of  the  fact  that  the  great  majority  of 
even  the  shop  craft  employes  are  satisfied  with 
the  Pennsylvania  plan. 

Ever  since  the  plan  has  been  in  effect,  how- 
ever, it  has  furnished  practical  demonstrations 
of  its  workability  and  the  confidence  of  the 
employes. 

A  study  of  the  disposition  of  grievances  and 
controversial  questions  arising  between  em- 
ployes and  the  management  in  the  first  six 
months  of  this  year  affords  interesting  evidence 
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as  to  how  the  Pennsylvania  System  plan  of  em- 
ploye representation  is  actually  working. 

This  is  the  second  year  in  which  it  has  been 
in  effect.  The  analysis  of  the  records  of  the 
first  half  of  this  year  covers  not  only  engineers, 
firemen,  conductors  and  trainmen,  but  also  shop 
craft  employes,  signal  department,  maintenance 
of  way,  clerical  employes,  telegraphers,  marine 
employes  and  miscellaneous  forces.  It  includes 
such  questions  as  seniority,  discipline,  time  al- 
lowances and  other  matters  that  arise  in  dis- 
pute in  the  ordinary  operation  of  the  railroad 
and  in  its  relations  with  employes. 

Satisfactory  Settlement 
of  Disputed  Questions 

The  accompanying  table  gives  the  disposi- 
tion of  these  matters  and  shows  the  number  of 
cases  taken  up  with  officers  below  superintend- 
ents, with  superintendents,  general  superintend- 
ents and  general  managers ;  the  number  of 
cases  adjusted  or  compromised  in  favor  of  the 
employes  with  these  various  officers ;  the  number 
of  cases  withdrawn  as  having  no  merit,  etc. ; 
the  number  of  cases  in  which  decisions  were  ap- 
pealed to  the  next  higher  officer ;  and  the  num- 
ber of  cases  received  and  disposed  of  by  the 
reviewing  committees. 

The  reviewing  committees  in  the  case  of  each 
class  of  employes  concerned  are  composed  of 
an  equal  number  of  representatives  of  the  em- 
ployes and  the  management.  All  members  of 
these  committees  have  equal  voting  power,  the 
employe  members  being  selected  by  the  employes 
themselves.  Two-thirds  vote  of  the  committee 
is  necessary  to  decide  any  question  submitted 
to  the  committee  and  the  chairmanship  alter- 
nates between  an  employe  member  and  a  man- 
agement member. 
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Summary  of  Cases  Handled  Under  Plan  of 
Employe  Representation 

The  total  number  of  cases  taken  up  with  in- 
dividual officers,  from  those  below  the  grade  of 
superintendent  on  up  through  the  general  man- 
agers, was  5,201. 

Of  this  number,  2,553,  or  a  little  more  than 
49  per  cent  of  the  total  number  of  cases,  were 
adjusted  or  compromised  in  favor  of  the  em- 
ployes in  conference  between  the  employe  repre- 
sentatives and  the  respective  officers,  without 
appeal  and  therefore  without  the  necessity  of 
being  referred  to  the  reviewing  committees. 

Appeals  Taken 
In  24%  of  Cases 

Appeals  from  the  decisions  reached  in  con- 
ference between  the  officers  and  employe  rep- 
resentatives were  taken  in  1,239  cases,  or  about 
24  per  cent  of  the  cases  handled,  In  1,409 
cases,  or  about  27  per  cent  of  the  total,  the 
matter  was  withdrawn  as  having  no  merit  or 
for  other  reasons. 

In  less  than  two  per  cent  of  the  cases  taken 
up  on  behalf  of  the  employes  was  it  necessary 
to  take  an  appeal  to  the  reviewing  committees, 
a  mutually  satisfactory  settlement  having  been 
reached  with  the  local  officials  or  next  higher 
authorities  in  all  other  cases. 

The  actual  number  of  cases  received  by  the 
reviewing  committees  in  the  first  six  months 
of  the  year  and  disposed  of,  according  to  rec- 
ords covering  this  period,  was  98.  Of  this  num- 
ber, 49  were  decided  in  favor  of  the  manage- 
ment, 20  in  favor  of  the  employes,  and  29  were 
withdrawn  after  reaching  the  committees. 

The  record  of  cases  handled  to  con- 
clusion in  conferences  between  the  various 
officers  and  the  employe  representatives 
down  the  line,  is  regarded  by  the  manage- 
ment as  a  tribute  to  both  the  employes 
and  the  officers.    It  shows  conclusively  a 


43 


Employe  Representation 


manifest  spirit  of  fair  play  and  a  willing- 
ness on  the  part  of  employes  and  officers 
to  co-operate  in  reaching  an  amicable 
settlement  of  matters  in  dispute. 


CO-OPERATION  vs.  REGULATION 
"It  is  appropriate  to  refer  to  the  labor  situ- 
ation, as  it  is  of  vital  interest  to  the  stock- 
holders, as  well  as  to  the  general  public,  that 
right  relations  should  exist  between  the  em- 
ployes and  the  Company.  Fortunately,  the 
strikes,  or  threatened  disruptions  of  railroad 
service  to  the  public,  in  the  last  two  years  have 
signally  failed,  because  they  were  strongly 
condemned  by  public  opinion.  The  contro- 
versy with  the  Shop  Crafts'  Union  has  already 
been  explained  to  the  stockholders,  and  the 
question  of  the  jurisdiction  of  the  Labor 
Board  as  to  details  of  management  is  now  be- 
fore the  Federal  Court. 

"It  is  hoped  that  when  this  question  is  set- 
tled, the  relations  with  our  employes  will  pass 
entirely  out  of  the  controversial  stage,  and 
that  the  spirit  of  co-operation,  already  so 
much  in  evidence,  will  result  in  the  full  de- 
velopment of  a  permanent  and  mutually  satis- 
factory plan.  Experience  plainly  indicates 
that,  in  order  to  maintain  these  mutually  satis- 
factory relations,  it  is  necessary  for  the  own- 
ers and  users  of  the  railroad,  as  well  as  the 
employes,  the  management  and  the  public 
authorities,  to  be  kept  advised  of  the  true 
facts  as  they  affect  their  respective  interests, 
so  that  each  may  know  that  what  is  being 
done  is  fair  to  all." 

— From  the  Annual  'Report  of  the  Pennsylvania 
Railroad  Company  for  1921. 
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(Typical  set  of  by-laws  jointly  formulated  by  employes 
and  management  governing  procedure  under  the  plan  of  j 
employe  representation.) 

APPENDIX  II. 

The  Association  of  Shop  Craft  Employes 
of  the  Eastern  Region  Pennsylvania  System 
Excluding  Hoboken  Shops 

Copy  of  Memorandum  of  Understanding  Covering 
Method  to  be  Followed  in  the  Handling  of  Ques- 
tions between  the  Pennsylvania  System  Manage- 
ment, Eastern  Region,  and  its  Mechanics,  Helpers 
and  Apprentices  in  the  Maintenance  of  Equipment 
Forces  (Excluding  Hoboken  Shops). 

PREAMBLE 

In  order  to  establish  satisfactory  working  con- 
ditions, adjust  differences  as  they  may  arise,  and 
promote  a  mutual  understanding  between  the  offi- 
cers  of  the  Pennsylvania  System  and  the  Mainte-  | 
nance  of  Equipment  forces  of  the  Eastern  Region, 
these  By-Laws  are  hereby  adopted. 

TITLE 

This  association  shall  be  known  as  "The  Asso-  j 
ciation  of  Shop  Craft  Employes  of  the  Eastern 
Region,  Pennsylvania  System. " 

ARTICLE  I. 
Membership 

Section  1.  All  Mechanics,  Helpers  and  Appren- 
tices  who  are  actively  engaged  in  the  Maintenance 
of  Equipment  forces,  Eastern  Region,  Pennsylvania 
System,  who  are  not  acting  in  a  supervisory  capa- 
city,  shall  be  entitled  to  membership  in  this  asso- 
ciation. 

Sec.  2.  Membership  in  this  association  shall 
terminate  on  severance  of  active  employment  in  the 
service  of  the  company. 

ARTICLE  II. 
Representation 

Section  1.  Those  who  may  participate  in  this 
association,  as  defined  in  Article  I,  Section  1,  in 
each  craft  on  each  Division,  shall  be  entitled  to 
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elect  from  among  their  number  three  representa- 
tives to  represent  that  craft  on  that  Division. 

Sec.  2.  Representatives  shall  be  elected  for  a 
term  of  one  year  and  shall  be  eligible  for  re-elec- 
tion. 

Sec.  3.  A  representative  shall  be  deemed  to  have 
vacated  office  upon  severance  of  active  relations 
with  the  company  or  upon  assuming  a  position  of 
a  supervisory  nature. 

Sec.  4.  In  case  of  vacancy  on  a  Local  Committee 
the  vacancy  shall  be  filled  by  the  remaining  mem- 
bers of  the  committee.  In  the  event  they  cannot 
reach  a  decision,  or  in  the  event  that  there  are  two 
or  more  vacancies  occurring  on  one  Local  Commit- 
tee at  the  same  time,  the  vacancies  so  occurring 
shall  then  be  filled  by  the  Regional  General  Com- 
mittee. The  representative  or  representatives  thus 
selected  shall  serve  until  the  next  election. 

ARTICLE  III. 
Qualifications  of  Voters  and  Representatives 

Section  1.  All  employes  who  are  entitled  to  par- 
ticipate in  this  association,  as  provided  in  Article 
I,  shall  be  entitled  to  petition  for  nominees  and 
vote  at  all  elections. 

Sec.  2.  Those  employes  who  are  entitled  to  par- 
ticipate in  this  association,  who  have  had  two  years 
or  more  continuous  service  with  the  company  prior 
to  the  date  of  election,  who  are  American  citizens 
and  who  are  twenty-one  years  of  age  or  over  on  the 
date  of  election,  shall  be  eligible  to  the  office  of 
representative. 

Sec.  3.  Members  of  each  craft  in  this  associa- 
tion shall  be  entitled  to  vote  only  for  those  repre- 
sentatives who  are  to  represent  that  craft. 

ARTICLE  IV. 
Nominations  and  Elections 

Section  1.  Nominations  and  elections  shall  be 
held  annually  in  the  month  of  May. 

Sec.  2.  Nominations  shall  be  held  on  the  first 
Monday  and  election  on  the  third  Monday  in  the 
month  named.  In  the  event  of  either  of  these  days 
being  a  holiday,  the  day  immediately  following 
shall  be  substituted. 

Sec.  3.  Nominations  and  elections  shall  be  con- 
ducted by  the  members  of  this  association  in  ac- 
cordance with  rules  and  regulations  prescribed  by 
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the  Regional  Joint  Committee,  acting  as  a  Rules 
Committee  with  only  such  assistance  from  the 
management  as  may  be  required  by  said  committee. 

Sec.  4.  Elections  shall  be  by  secret  ballot  and 
so  conducted  as  to  avoid  undue  influence  or  inter- 
ference with  voters  in  any  manner  whatsoever  and 
to    prevent  any  fraud  in  the  counting  of  ballots. 

Sec.  5.  Nominations  shall  be  by  petition.  Peti- 
tions signed  by  25  qualified  voters  in  each  craft, 
or  by  25%  of  the  qualified  voters  in  that  craft,  in 
the  election  district  shall  place  the  name  of  the 
one  petitioned  for  upon  the  election  ballot  for  that 
craft. 

Sec.  6.  The  election  ballot  for  each  Division 
shall  contain  the  names  of  all  those  placed  in 
nomination  by  each  craft  as  a  result  of  petition 
on  that  Division. 

Sec.  7.  The  number  of  candidates  for  which  a 
voter  is  entitled  to  vote  shall  be  stated  on  the 
ballot.  If  this  number  is  exceeded  the  ballot  shall 
be  void. 

Sec.  8.  The  voter  shall  indicate  his  preference 
on  the  election  ballot  by  placing  a  cross  (X)  op- 
posite the  name  or  names  of  the  candidates  he 
wishes  to  elect.  Any  other  mark  or  marks  shall 
render  the  ballot  void. 

Sec.  9.  The  Regional  Joint  Committee,  acting 
as  a  Rules  Committee,  shall  determine: 

(a)  The  type  and  location  of  ballot  boxes  and 
voting  booths. 

(b)  The  hours  during  which  the  voting  will  be 
conducted. 

(c)  The  form  of  letter  ballot  to  be  used  by  those 
voting  by  mail. 

(d)  The  conditions  under  which  a  voter  will  be 
permitted  to  vote  by  mail. 

Sec.  10.  The  candidate  or  candidates  receiving 
the  highest  number  of  votes  in  each  craft  shall  be 
declared  elected.  In  the  event  of  a  tie,  the  Regional 
Joint  Committee,  acting  as  a  Rules  Committee,  shall 
order  a  special  election  to  break  the  tie.  At  this 
special  election  only  the  names  of  the  candidates 
who  are  tied  will  appear  on  the  ballot. 

Sec.  11.  In  the  event  of  a  controversy  arising 
concerning  any  nomination  or  election,  it  shall  be 
referred  to  and  decided  by  the  Regional  Joint  Com- 
mittee, acting  as  a  Rules  Committee. 

Sec.  12.  Immediately  following  the  counting  of 
ballots,  the  Regional  Joint  Committee,  acting  as  a 
Rules  Committee,  shall  prepare  an  election  certifi- 
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cate,  a  copy  of  which  shall  be  furnished  each  rep- 
resentative elected,  a  copy  posted  on  bulletin  boards 
and  a  copy  furnished  to  the  Division  Superintendent. 

ARTICLE  V. 
Iiocal  Committees 

Section  1.  The  elected  representatives  of  each 
craft  on  each  Division  shall  constitute  the  Local 
Committee  for  that  craft  on  that  Division  and  shall 
meet  on  the  first  Monday  in  June  of  each  year  for 
the  purpose  of  organizing.  At  this  meeting  each 
of  the  Local  Committees  shall  elect  a  Chairman 
from  their  number  to  serve  one  year. 

Sec.  2.  Meetings  of  the  Local  Committees  may 
be  called  by  their  Chairman  as  occasion  demands. 

ARTICLE  VI 
The  Regional  General  Committee 

Section  1.  The  Regional  General  Committee 
shall  be  composed  of  a  General  Chairman  represent- 
ing all  crafts  together  with  a  General  Craft  Chair- 
man from  each  respective  craft. 

Sec.  2.  The  General  Chairman  representing  all 
crafts  shall  be  elected  for  a  term  of  two  years  by 
the  Local  Committee  Chairmen  of  all  crafts. 

Sec.  3.  The  General  Craft  Chairman  of  each 
craft  shall  be  elected  for  a  term  of  two  years  by 
the  Local  Committee  Chairmen  of  that  craft. 

Sec.  4.  The  General  Chairman  and  General 
Craft  Chairmen  shall  be  elected  at  a  Regional  Con- 
vention, to  be  held  on  the  third  Tuesday  in  June 
of  each  odd  numbered  year,  beginning  with  1923. 

Sec.  5.  The  Regional  General  Committee  shall 
be  elected  from  among  the  Local  Chairmen,  or  the 
retiring  Regional  General  Committee,  or  both. 

Sec.  6.  The  Regional  General  Committee  at  its 
first  meeting  after  its  election  shall  elect  a  Vice- 
Oeneral  Chairman  from  among  its  members  and  a 
Secretary  to  serve  for  two  years,  said  service  com- 
mencing with  the  date  of  election  of  the  committee. 

Sec.  7.  The  Vice-General  Chairman  shall  assist 
the  General  Chairman  and  shall  preside  in  his 
absence. 

Sec.  8.  Meetings  of  the  Regional  General  Com- 
mittee may  be  called  by  the  General  Chairman  as 
occasion  demands. 
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ARTICLE  VII 
Regional  Joint  Committee. 

Section  1.  The  Regional  General  Committee, 
together  with  an  equal  number  of  representatives 
appointed  by  the  management,  shall  constitute  the 
Regional  Joint  Committee. 

Sec.  2.  The  officers  of  the  committee  shall  con- 
sist of  a  Chairman  and  a  Vice-Chairman,  who  shall 
be  elected  for  terms  of  six  months  each.  The  elec- 
tion  will  be  held  at  the  regular  meeting  of  the 
committee  in  July  and  January  of  each  year  and 
the  Chairman  and  Vice-Chairman  will  take  office 
immediately  upon  election. 

Sec.  3.  The  office  of  the  Chairman  shall  be 
filled  alternately  from  the  representatives  of  the  \ 
management  and  the  representatives  of  the  em- 
ployes. While  the  office  of  Chairman  is  being 
filled  by  the  representative  of  the  management,  the 
office  of  Vice-Chairman  shall  be  filled  by  a  rep- 
resentative of  the  employes;  likewise  when  the 
office  of  Chairman  is  being  filled  by  a  representa- 
tive of  the  employes,  the  office  of  Vice-Chairman 
shall  be  filled  by  a  representative  of  the  manage- 
ment. 

Sec.  4.    Stated  meetings  of  the  Regional  Joint  j 
Committee  shall  be  held  on  the  first  Monday,  bi- 
monthly,  throughout  the  year,  commencing  with  the  j 
July  meeting  each  year. 

Sec.  5.    Special  meetings  of  the  Regional  Joint 
Committee  may  be  called,  by  the  Chairman,  as  oc-  J 
casion  demands. 

Sec.  6.    The  management  and  the  employes  will 
have  equal  voting  power  and  not  less  than  two-  j 
thirds  vote  will  be  necessary  to  reach  a  decision. 

ARTICLE  VIII 
Procedure  for  Adjustment 

Section  1.  If  an  employe  is  not  satisfied  with 
the  decision  of  his  superior  officer  on  any  con- 
troversial matter,  he  may  place  same  in  the  hands 
of  the  Local  Committee  of  his  craft,  which  is 
authorized  to  handle  such  matters  On  the  Division 
on  which  the  question  arose. 

Sec.  2.  The  Local  Committee  on  a  Division  will 
arrange  to  handle  the  matter  with  the  Division 
Superintendent,  if  said  committee  deems  it  proper.  ; 

Sec.  3.  In  the  event  that  the  Local  Committee 
on  a  Division  cannot  effect  a  satisfactory  settle- 
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ment  with  the  Division  Superintendent,  a  joint  sub- 
mission will  at  once  be  prepared  showing: 

(1)  Question  at  issue. 

(2)  Joint  statement  of  agreed  upon  facts. 

(3)  Position  of  Local  Committee. 

(4)  Position  of  Division  Superintendent. 

A  copy  of  this  joint  submission  shall  be  for- 
warded: 

(a)  By  the  Division  Superintendent  to  the  Gen- 
eral Superintendent. 

(b)  By  the  Local  Committee  to  the  Regional 
General  Committee. 

Sec.  4.  The  Regional  General  Committee  may 
handle  matters  coming  from  the  Local  Committees 
before  the  General  Superintendents  and,  failing  a 
satisfactory  settlement,  a  joint  submission  will  at 
once  be  prepared  showing: 

(1)  Question  at  issue. 

(2)  Joint  statement  of  agreed  upon  facts. 

(3)  Position  of  Regional  General  Committee. 

(4)  Position  of  General  Superintendent. 

A  copy  of  this  joint  submission  shall  be  for- 
warded by  the  General  Superintendent  to  the  Gen- 
eral Manager. 

Sec.  5.  The  Regional  General  Committee  may 
handle  matters  not  satisfactorily  adjusted  with  the 
General  Superintendents  before  the  General  Man- 
ager and,  failing  a  satisfactory  settlement,  a  joint 
submission  will  be  at  once  prepared  showing: 

(1)  Question  at  issue. 

(2)  Joint  statement  of  agreed  upon  facts. 

(3)  Position  of  Regional  General  Committee. 

(4)  Position  of  General  Manager. 

A  copy  of  this  joint  submission  shall  be  for- 
warded to  the  Secretary  of  the  Regional  Joint  Com- 
mittee. 

Sec.  6.  The  Regional  Joint  Committee  shall 
handle  matters  coming  from  the  Regional  General 
Committee.  In  case  a  decision  is  not  reached  by 
the  Regional  Joint  Committee  not  later  than  sub- 
sequent bi-monthly  meeting  at  which  the  case  was 
first  brought  up,  further  procedure  will  be  had  as 
determined  upon  at  the  time  of  such  disagreement. 

ARTICLE  IX 
General 

Section  1.  In  all  cases  where  a  meeting  of  a 
committee  is  scheduled  for  a  certain  day  and  that 
day  is  a  holiday,  the  day  immediately  following 
shall  be  substituted. 
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Sec.  2.  Unless  otherwise  specified,  terms  of  rep- 
resentatives and  of  all  committee  officers  shall  date 
from  July  1st  of  each  year. 

Sec.  3.  Matters  may  be  referred  to  the  various 
committees  by  officials  of  the  company. 

Sec.  4.  It  is  understood  and  agreed  that  each 
representative  shall  be  free  to  discharge  his  duties 
in  an  independent  manner  without  fear  that  his 
individual  relations  with  the  company  may  be  af- 
fected in  the  least  degree  by  any  action  taken  by 
him  in  good  faith  in  his  representative  capacity. 

Sec.  5.  Representatives  elected  as  of  July,  19  21, 
shall  hold  office  until  the  election  of  1923. 


ARTICLE  X 
Notice  of  Changes. 

Section  1.  The  foregoing  becomes  effective 
August  18,  1921,  and  shall  remain  in  full  force 
and  effect  until  after  thirty  days'  notice  has  been 
given  by  either  party  to  the  other  of  a  desire  to 
change. 


FOR  THE  MANAGEMENT: 


FOR  THE  EMPLOYES: 


C.  S.  Krick 
General  Manager, 
Eastern  Region, 

Pennsylvania  System. 


T.  H.  Davis 

Boilermaker, 
General  Chairman. 

Wm.  Donahue 

Blacksmith, 
Vice  General  Chairman. 

E.  C.  Arnold 

Sheet  Metal  Worker. 

E.  R.  Snyder 

Carman. 

I.  R.  Staats,  Jr. 
Electrical  Worker. 

John  J.  McBride 

Machinist. 

Howard  H.  Emberger 
Boilermaker. 


Regional  General  Committee  representing 
Mechanics,  Helpers  and  Apprentices,  M.E.  Dept., 
Eastern  Region  (excluding  Hoboken  Shops) 
Pennsylvania  System. 
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(Procedure  adopted  at  Altoona  Works.) 


APPENDIX  III. 

Constitution  of  Altoona  Works 
Employes  Association 

PREAMBLE 

We,  the  employes  of  the  Altoona  Works,  Penn- 
sylvania System,  in  order  to  form  an  organization 
to  establish  satisfactory  working  conditions  in  our 
shops,  provide  means  for  fair  dealing  between  the 
Management  and  the  employes,  and  to  promote  the 
general  welfare  of  our  Community,  do  establish  this 
constitution  for  the  Altoona  Works  Employes  Asso- 
ciation. 

TITLE 

This  organization  shall  be  known  as  Altoona 
Works  Employes  Association. 

LOCAL  CRAFT  COMMITTEE 

As  soon  as  possible  after  employe  representatives 
have  been  duly  elected  by  the  employes,  at  each  of 
the  units,  Altoona  Machine  Shop,  Juniata  Shop, 
Altoona  Car  Shop  and  South  Altoona  Foundries, 
and  three  representatives  for  a  given  craft  or  sub- 
division thereof  at  South  Altoona  Foundries,  will 
elect  from  among  their  number  a  Chairman.  The 
Local  Craft  Committee  will  look  after  matters  of 
interest  of  that  particular  craft  or  sub-division  in 
accordance  with  the  Rules  and  Regulations  of  the 
working  schedule  which  is  adopted.  The  Chairman 
will  preside  at  all  meetings  of  the  Local  Craft 
Committee. 

SHOP  COMMITTEE 

The  Shop  Committee  shall  consist  of  all  the 
Chairmen  of  the  various  Local  Craft  Committees 
or  sub-divisions  thereof  at  South  Altoona  Foun- 
dries. The  Shop  Committee  will  elect  a  Chairman 
and  Vice-Chairman  from  among  their  number.  The 
Shop  Committee,  or  as  many  of  them  as  are  deemed 
necessary,  will  speak  and  act  for  the  employes  be- 
fore the  Master  Mechanic  or  General  Foreman  of 
that  unit  of  the  Altoona  Works.  The  Chairman 
will  preside  at  all  meetings  of  the  Shop  Committee. 


6  L 


# 


Employe  Representation  on  the 


ALTOONA  WORKS  GENERAL  COMMITTEE 

The  Altoona  Works  General  Committee  shall  be 
constituted  as  follows:  All  the  Local  Chairmen  of 
each  craft  on  the  Shop  Committees  of  the  four 
units  of  Altoona  Works  shall  select  from  among 
their  number,  one  representative  to  serve  on  the 
Altoona  Works  General  Committee.  After  the 
Works  General  Committee  has  been  determined, 
they  shall  elect  a  Chairman  and  Vice-Chairman. 
This  Committee,  or  as  many  of  them  as  are  deemed 
necessary,  will  speak  and  act  for  the  employes  be- 
fore the  Works  Manager. 

WORKS  COUNCIL 

To  aid  and  advise  with  the  Altoona  Works  Gen- 
eral Committee,  all  Chairmen  of  the  Local  Craft 
Committees  of  the  four  units  of  Altoona  Works 
will  constitute  a  Works  Council  and  will  meet  at 
the  call  of  Chairman  of  Altoona  Works  General 
Committee  or  at  the  request  of  five  (5)  members 
of  the  Works  Council. 


DUTIES    OP    CHAIRMAN    OP    THE  ALTOONA 
WORKS  GENERAL  COMMITTEE 

The  Chairman  shall  preside  at  all  meetings  of 
the  Altoona  Works  General  Committee  and  Works 
Council  unless  he  is  unavoidably  absent.  He  shall 
not  have  a  vote  on  any  question  except  in  case  of 
a  tie  vote  when  he  shall  cast  the  deciding  ballot. 
He  shall  call  a  special  meeting  of  the  Committee 
when  so  requested  by  any  Shop  Committee.  He 
shall  fill  the  vacancies  caused  by  resignation  or 
death  of  any  shop  representative  by  appointing  a 
man  from  the  class  and  shop  in  which  the  vacancy 
occurred  upon  the  recommendation  of  the  remain- 
ing shop  representatives  of  that  class  and  shop, 
and  with  the  approval  of  the  Altoona  Works  Gen- 
eral Committee. 

DUTIES    OP    VICE-CHAIRMAN    OP  ALTOONA 
WORKS  GENERAL  COMMITTEE 

The  Vice-Chairman  shall  preside  at  all  meetings 
of  the  Altoona  Works  General  Committee  in  the 
absence  of  the  Chairman  and  perform  all  the  duties 
of  the  Chairman  in  case  of  his  absence,  death  or 
resignation  and  until  a  successor  has  been  elected 
by  the  Altoona  Works  General  Committee. 
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ELECTION  OF  LOCAL  CRAFT  COMMITTEE 

Immediately  after  the  shop  Representatives  have 
assembled  in  consequence  of  the  election  held  in 
June,  1921,  they  shall  be  divided  into  three  groups 
based  on  the  number  of  votes  cast.  The  ones  re- 
ceiving the  highest  number  of  votes  shall  be  placed 
in  the  first  group,  the  ones  receiving  the  next  high- 
est number  in  the  second  group  and  the  ones  re- 
ceiving the  next  highest  number  of  votes  in  the 
third  group.  In  case  of  a  tie  vote  the  representa- 
tives shall  cast  lots  to  determine  in  which  group 
they  shall  be  placed.  The  third  group  representa- 
tives shall  hold  office  until  the  second  Monday  in 
June,  1923,  when  a  General  election  will  be  held 
to  fill  these  vacancies.  Those  elected  shall  serve 
for  a  term  of  three  (3)  years.  Annually  thereafter 
an  election  will  be  held  on  the  second  Monday  of 
June  when  the  successors  to  the  second  group  will 
be  elected  and  the  following  year,  successors  to  the 
first  group,  so  that  in  this  manner  one-third  of  the 
representatives  will  be  chosen  each  year  to  serve  a 
term  of  three  (3)  years. 

QUALIFICATIONS   OF  LOCAL  CRAFT 
COMMITTEEMEN 

The  Shop  Representatives  to  be  eligible  for  elec- 
tion must  have  continuous  service  with  the  Penn- 
sylvania System  for  at  least  five  years  and  be  em- 
ployed in  the  class  and  unit  from  which  elected  as 
a  representative. 

AMENDMENTS 

Amendments  to  this  constitution  shall  be  ap- 
proved by  the  Altoona  General  Works  Committee 
and  ratified  by  a  two-thirds  vote  of  the  employes 
of  the  Altoona  Works  at  a  regular  election. 
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"An  Outstanding  Demonstration 
of  the  Success  of  Square 
Dealing" 


Extracts  from  letters  to  employes,  written  by 
General  W.  W.  Atterbury,  Vice-President  in 
Charge  of  Operation,  in  response  to  assurances 
of  their  support  during  the  shopmen's  strike: 

"The  record  of  the  loyal  Pennsylvania  men 
who  have  cooperated  to  maintain  100% 
efficient  service  to  the  public,  notwithstand- 
ing- the  calling  of  the  present  strike,  will  go 
down  in  railroad  history  as  an  outstanding 
demonstration  of  the  success  of  square  deal- 
ing between  the  management  and  the  men. 

"Prosperity  and  happiness  for  the  em- 
ployes and  efficient  operation  by  the  man- 
agement in  the  interest  of  the  public  can 
endure  only  upon  the  firm  foundation  of 
mutual  consideration  and  sincerity  all  the 
way  down  the  line.  It  was  in  this  con- 
viction that  I  made  the  statement  to  which 
you  refer,  that  the  employes  could  rely  upon 
the  carrying  out  of  my  obligations  under 
our  agreements,  the  terms  of  which  can- 
not be  changed  except  by  mutual  consent. 

"The  supervisory  forces  of  the  Pennsyl- 
vania System,  as  well  as  all  other  employes, 
may  rest  assured  that  the  promises  and 
pledges  made  by  the  management  will  be 


"It  is  the  hope  of  the  management  of  the 
Pennsylvania  System  that  under  our  plan 
of  Employe  Representation  the  manage- 
ment and  the  employes  may  view  each 
other's  problems  in  a  spirit  of  sincere  and 
mutual  consideration,  so  that  there  may  be 
prosperity  and  happiness  for  all  of  us.  To 
this  end  I  am  standing  by  our  loyal  em- 
ployes, just  as  the  loyal  employes  are  stand- 
ing by  the  company." 


